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摘  要 













































KA Xiamen Company has been facing many challenges since found in July 2014. 
To build up an effective operation system to sustain operations is the most important 
task. However, newly-joint employee turn-over rate is very high which is 
significantly threating to the continuous operations of KA Xiamen. How to attract 
employee to stay with new company, how to inspire and mobilize the enthusiasm of 
the staff, how to effectively improve current staff’s skills are top key issues which 
need to resolve immediately. Performance management system re-design is a 
requirement from local management team aiming at helping resolve above issues. 
This article starts with the analysis of cons and pros on KA Xiamen Company 
current performance management system. By applying the tools of Employee Survey, 
employee interview, Data collections and statics analysis, this article tries to find out 
and understand current issues and bottle necks in implementations of current 
performance management system. 
By applying the theory and methodologies of Management by Objectives 
(MBO), Key Performance Indicators (KPI) and Balanced Score Cards (BSC), this 
article describes the re-design of the key performance index system from company 
level, department level to individual level. The steps and methods that to re-design 
and improve performance management system are also specified in this article. To 
seek the efforts, the new design has also been implemented in supply chain 
department as a spot test. By comparison of new system vs old system, the spot test 
has proven the improvement from new designed system. The outcome provides the 
confidence for future implementation expanding to the whole KA Xiamen Company. 
 
Keywords:  






























目  录 
 
第一章  绪 论 ·············································································································1 
第一节 研究背景和意义 ······················································································1 
第二节 研究思路和方法 ······················································································2 
第三节 论文框架 ··································································································2 
第二章  绩效管理理论综述 ·······················································································4 
第一节 绩效管理概念和意义 ··············································································4 
第二节 绩效管理流程 ··························································································4 
第三节 绩效管理和绩效考核的区别 ··································································5 
第四节 绩效管理方法体系 ··················································································6 
第三章  KA 公司绩效管理问题分析 ······································································11 
第一节 KA 公司概况 ·························································································11 
一、 KA 公司历史与现状 ·················································································11 
二、 KA 公司战略目标和价值观 ·····································································11 
三、KA 公司组织架构与人力资源现状 ···························································12 
第二节  KA 公司绩效管理现状和问题分析 ···················································15 
一、 KA 公司绩效管理现状 ·············································································15 
二、 KA 公司绩效管理问卷调查 ·····································································16 
三、KA 公司绩效管理问题分析 ·······································································17 
四、 KA 公司绩效管理问题原因分析 ·····························································21 
第四章  KA 公司绩效管理体系的再设计 ······························································23 
第一节 绩效管理体系再设计目的、 基础和原则 ··········································23 
一、 绩效管理体系再设计目的 ········································································23 
二、 绩效管理体系再设计基础 ········································································23 
三、 绩效管理体系设计的原则 ········································································24 















一、 导入平衡计分卡理念设计 KPI································································26 
二、 公司、部门、个人层面 KPI 指标设计 ···················································27 
三、 KPI 指标权重设计 ····················································································36 
四、 KPI 指标评估标准设计 ············································································38 
第三节 绩效管理流程再设计 ············································································41 
一、 绩效计划制定 ····························································································41 
（一）绩效计划的概念 ······················································································41 
（二）绩效计划程序步骤 ··················································································41 
二、 绩效实施、沟通与监管 ············································································43 
（一）绩效沟通的目的、内容、方式、频率 ··················································43 
（二）绩效信息收集和记录 ··············································································45 








（四） 职业生涯规划体系 ················································································56 
第四节 绩效管理体系实施的保障：IT 系统构建、企业绩效文化建设、培训
体系建设 ··············································································································58 
一、 IT 系统构建 ·······························································································58 
二、 企业绩效文化建设 ····················································································58 
三、 培训体系建设 ····························································································59 
第五章 新绩效管理体系实施效果及评价 ·······························································60 
第一节 新绩效管理体系初步实施效果 ····························································60 
一、 局部试点 ····································································································60 















第二节 新绩效管理体系实施评价 ····································································64 
第六章 研究结论与建议 ···························································································66 
第一节 研究结论 ································································································66 
第二节 局限与不足、未来改善方向 ································································66 
一、局限与不足 ··································································································66 
二、未来改善方向 ······························································································67 
附 录 ···························································································································68 
[参考文献]···················································································································72 





























Chapter One Introduction······································································· 1 
Session 1 Research Background ············································································1 
Session 2 Research Methodology ···········································································2 
Session 3 Thought Maps ·························································································2 
Chapter Two Theory Overview ····························································· 4 
Session 1 Performance Management Definitions·················································4 
Session 2 Performance Process ··············································································4 
Session 3 Performance management vs Performance accessment ·····················5 
Session 4 Performance management Methodologies ···········································6 
Chapter Three Current KA Co. Performance Management status· 11 
Session 1 KA Co. Overview ·················································································· 11 
Session 2 Current Performance management issues and analysis ···················15 
Chapter Four Redesign on Performance Management System ······· 23 
Session 1 Re-design purpose ················································································23 
Session 2 KPI based on BSC ················································································26 
Session 3 Process re-design···················································································41 
Session 4 Other supporting systems ····································································58 
Chapter Five Conclusions······································································ 60 
Session 1 Re-design spot test ················································································60 
Session 2 Change before vs after ·········································································64 
Chapter Six Conclusions········································································ 66 
Session 1 Conclusions ···························································································66 
Session 2 Gaps&Next steps···················································································66 
Appendix·································································································· 68  


























第一章  绪 论 
 1






KA 公司的全球母公司成立于 2013 年 9 月 1 日。KA 公司的厦门分公司更年




派遣员工）人数不到 180 人。 
（2） 新成立的公司员工的组成结构发生了显著变化。原柯达转移过来的老
员工仍为主体，占员工比例的 70%，新招聘的员工占 30%的比例。但
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